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ABSTRACT 

This traininq aedule stresses the participa^ 
aanageaent approach to effective »upervisory behavior. Esphasis is 
placed upon the need-dispositions of subordinates in order to stage 
highly motivating work environments. Taken into account are 
interrelationships between the nature of the organizatiCE , 
characteristics of subordinates, leadership functions required of 
supervisors, and values and assuaptiens about the world of work h«ld 
by supervisors. This two-day training prograa is designed to provide 
new and would-be supervisors with a theoretical and practical, 
framework to help thee understand the concepts et supervision and 
leadership in work settings. It should also provide trainees with 
f undaaental principles and considerations for helping eapley«es to 
iepreve their knowledge and skills in working with people. Training 
includes identification oft a personal theory of supervisory 
behavior: a practical basis for acting: iapleaentaticn strategies and 
technigues; and supervisory perforaahee evaluation methods. Training 
■ethods include: leeturettes, self-assessment exercises, group 
exereisas, role play situations, and files. (Author/JLL) 
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Introduction 

ManpowCT* supervisors are leaders 'holding a variety of role- . 
e^ectatipns . They are expected to identify, plan, direct, coordtoate, 
CGranunieate, evaluate and innovate effective programs, They are 
repeated also to supervise subordinates in such a vmy that snployees 
can contribute to the attaixmtnt of propram objectives end goals* In 
short, supervisors are expected to maintain the lumai support systms 
of the organization \fiiile achieving die goals of the organization. 

The de^ee to Which supervisors mil be successful in meeting 
these ecpectations as lead^s depends to a large extent upon their 
ability to achieve purpose through cognitive and technical skills and 
their capacity to achieve pmpose through those supttvised_ 9 An 
appropriate integration of these two dimmsions of leadOTship behavior: 
concern for goal attainnent and concern for people, trnderline the 
major focus of this training module, 

This module stresses the participator mmagOTent approach to 
effecti/e supervisory behavior* finphasis is placed upon the Med- * 
dispositions of subordinates in order to stage highly motivating wrk 
enviroiTMnts , The module also takes into accoimt the interrelation- 
ships between the nature of the organization; the characteristics of 
subordinates; die leadership ftmctions required of supervisors; and 
the values and assumptions about the world of wrk held by supttvisorg . 

Scope of Training 

This module requires too full days of ttaining, The ttairang is 
designed to provide new ml wuld-be supervisorg mth a theoretical 
sM a practical franework to imdttstOTding the concepts and tiie 
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nature of supervision and leadership in work settings * A second 
purpose is to provide teainees with fundamaitai principles and necessary 
considerations for helping enployees to taprove their taowledge and 
skills in viking with people, { 

Those who participate in this training raoiile will be guided to 
identify a personal theory of supervisory behavior- a practical basis 
for acting; corresponding strategies and iitpianeitation techniques; 
and methods for evaluating the steengths md weaknesses of one's super- 
visory performance. 

The rodule is composed of structured ^tpffllmces of a theoretical 
aid of a practical native. Replication of the module for ttafaung 
purposes cm be most effectively acccnplished by supfflvisors \fao 
have participated as teainees* 

Training Objectives 

At the conclusion of tills training, participmts will be able to 
dfflcnstrate the following skills t 

1. To define a personal philosophy for supervising subordi- 
nates , ^ 

2, To explain major approaches chat X^zdas use for plmnii^g 
aid goal setting; for iinpimentation techniques ; and for 
evaluating practices, 

3, To idmtify a pMsonal approach for motivating subordinates 
in ordtt to establish a positive supffivisory climate, 

4. To determine uses of influmce and authority for intra*- 
pwsonally influencing subordinates to follew, 

* ■ 
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5, To identify a personal strategr for brixiglng about constructive 
change in arployee's attitudes toward work and performmces* 

TtainiiTg Methods 

In order to realize the abov*-* objectives, the following Graining 
niithods will be used: 

- lecturer te 

- ?elf assessmait ©cercises 

- smaiLl group decisicnTmaking exerciaes 

- simulated role play 

- films 

- JjidependOTt activities 

Lecttffettes will be used to introduce concepta and theoretical 
jEplications for effective superviaictt and leadttship. Self- 
assessrent exercises will be used to anile participants to identify 
an appropriate and a personal model for leading subordinates. Small 
p*oup decision-making CTerciaes will be used to allow the participants 
opportunities to use a decision-making node! md -to apply lecturettes, . 
self assessments, and the eontmt from films in atructured-work 
situations. 
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asguBo: of activity 

Day I 

9:00 - 9:45 a.m, Introduction 

Participants will be asked to Introduce thm- 
selves to other group mafeers by sharing 
the followirig bio^aphical information: 

- Name 

- Place of Qtployinait 

- Supervisory Duties 

- Hobbies 

- Expectations of Training 

The teataer will present an overview of the 
two day tralniiTg workshop 

9:4^ - 10:45 bm, Personal Philosophy of Leadership 

The manner in which one leads f depends to a 
large degree upon a basic, pttsonal philosophy 
that one holds about the nature of people and 
a pttson's motivation to work. Oftm times 
tiiis philosophy influences the actions 
leaders take to-obtmin wBximm performances 
from subordinates. 

The intersection betwem leaders 1 actions and 
their beliefs and attitudes about mm's 
natiare to perform at capacity levels will be 
presented by the trainer. McGregor's set of 
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psychological assuiptiens , Theory X arid Theory 
Y, will guide this leeturette. The traintt 
will describe managerial practices which 
correspond to each set of assisnptlons , 



Psychological Assniptions 



I # Theory X 

The average man is by natiffe 
indolent, lacks mtoition, 
dislikes responsibility, 
prefers to be led* resists 
change, is gullible, not very 
bright, and is inherently self* 
centa , ed"indiffa , mt to , 
organizationai needs. 



II, Theory Y 

People are not by nature 
passive or resistant to 
orgmizational needs, Presmt 
in all people are Urn capacity 
for assmdng responsibility, 
the readiness to direct liielr 
behavior toward org^nizatlOTai 
People rait to 



Managerial Practice 
1, Paternalistic Practice 



The more one rewards the httd^r 
people will work* (Rpaards* 
pension plans, ipfoup insurance, 
subsidised ednration, recreation 
propwis , comfortable rartor 
conditions.) 

2, Scientific Management 

Rewards md Penalties are tied 
directly to perfbrramee* Rewards 
are thttefore* conditional , 
(Rwmds^todividual wage iiicm- 
tives; pa^jwtions based on malt) 
(Pmrities^«rning, reprimnds, 
or dismissals) 

1 # Participative Msnagmsnt 

Individuals can derive satiifac* 
tton from doing an effective job, 
People cm become ego-involved 
with their jefos, rastlonaliy 
coradteed to doing thm well and 
take pride feom evidmoe that they 
are effective in tethering the 
objectives of the ccnpany, 
(RewHrds^Preedcm in ditfflmtaing 
how one will do the job; being 
included Ih JjM decisiOT-wWtig 
process fm flbb design and 
attainment,) 
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Following the licturette, participants will 
engage In tiii following activities: 

1, Participants will discuss their personal 
philosophies (assumptions about their 
subordinates 1 attitudes toward work) in 
small groups. Answers to tfi^ following 
questions will guide this discussion i 

(a) What we the basic work attitudes 
of your subordinates? 

(b) In ^at ways do these attitudes 
influence your sugiwisory behavior 
whai waking decisions? 

2, Participants will inttease their ^«re- 
ness of their ptrsonal philosophy for 
supervising byjr Responding to the 'Mana- 
gerial Fhiio^hies Scale" questiormaire* 

3, Participants will discuss amy discrepmcies 
between their philosophy and their mxEroit 
supttvisory practices, 

10:45 a,m, - 12:00 p*nu Motivational Theories rod Techniques 
«rf 1:00 - 2:00 p.m. The following motivatlcnai Aeories will be 

presented in the form of a lecfasrettei 

A, Maslow's Hierarchy of Humaa Needs 

B, Hffiibfflg's Theory of Hran ^ivaticn 

C, Lawler's Theories on Job Redesign 
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A, Mas low' 3 Hierarchy 

Maslow's Hierarchy will be presented in 
such a way that participants will isidtt- 
stand the relationship betwem an mployee's 
general aystan of hunan needs and an 
mployee's readiness to respond to motivate 
ing work settles* In other wrda, par- 
ticipants will gain an increased awarmess 
of techniques for arranging motivational 
wrk*en\dLrona«its *Aiich correspond to 
subordinates 1 preoccupations with satis- 
fying needs at particular levels within 
die hierarchy, 

Hie chart below siOTariEes the contmt 
of tills lecturette, 

Maslow's Hierarchy of Unai Needs 



Need Systems 
(Elements ot general 

heeds to be satisfied), 

z 

1, Physiological needs 

- food, clothing, shelter 

- physical comfort 

2* Safety needs 

- fringe bmaf its 

- horo italization 

• workijen's condensa- 
tion 



Suggestions for 
Attaiiging a MDtivational 
Work Envirorinent 



1, Ccwtfbrtable office 

* adequate coffee breaks or 
rest periods 

2* Recbce uncertainty about per- 
formance and job seewity 
thiough clear poli^ statemmts 
and frequent performance feed- 
back. Provide a clem* set of 
performance objectives. Clarify 
cities and rtspoMttilities , 
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Need Systqns 
(Elmmts of general 
needs to be satisfied) 

Social needs 

- frimds 

- intttpttsonal relation- 
ships 



Ego needs 



- recognition for 
aecc^ipliatmmt 

- self confidmce 

Self •actualization needs 
* ereativeness 

is 



Suggestions for 
Arranging a Motivational 
Work EnviroiTDent 



Develop cohesive wrk groups 
and open channels of cofimmi- 
catlon. Prorate team work, 
staff meetings, and extra- 
curricular activities after 



Orgraize work to satisfy the 
needs for recognition and 
achiev««it, Provide ecnattuc- 
tive criticism and written 
credits for good pe'formttice. 

Organize work to allow people 
to realize their own potentiali- 
ties for continued self 
developfiait, and for being 
creative, Redeaigi jobs to 
match abilities. Give special 
assignments. Allow people to 
^q^rfmmt with new ideas. 



B 6 tfezberg's Theory of Human Motivation 

presaitation is designed to ensmine 
die levels within the hierarchy In which 
subordinates will show a readiness to 
respond to rotivationai «virora«its 
that stress the contmt of the wrk itself. 
These levels are Egp Level and the Self - 
Actualization Level. In other wrds* 
in die work setting, motivating factors 
relate to satisfying ego needs and self- 
actualization needs. Maintenance or 



satisfying factors pertain to phg^siolo^cal, 



i 



safety and social nee^s. These needs 

1 1 

are of ten satisf ied/^y mmagaient through 

est^lished ag^icy ^lteiM^ rules* 

regulations, salffikes, and praceAjres. ^ 

Satisfying these lower level needs quite 

often is not within tiie pwer of the 

mxpm^ri^e% However £ the supervisor has 

resources to affrffi*ge the rark. settle to 

rotivate ^OTdttnates ^.satisf^ig egp ^ 

■ ' . „ _/ 

and seif-aetuaiiEat^on nfeeds (hi^iar level 

needs)/ These moti^ting factors include 
such things as iohiewaEait f recqgpition, 
responsibility* gcwtiti and advancenwit* 
Following die lecturettes, participants 
^11 respond to the '^fenagraeit Motives 
jludctf ' questionnaire. This questiosTpaire 
iwill enable participmts to idmtify pos- 
sible diserepmeies bett^ai tiieir percep* 
tfons of the needs of the typical o£ 
average si&OTdinate, arid the actual needs 
experienced by the typical, dr average 
subordinate- * 

Following thils questionnaire, participants 
will discuss techniques for aceiffately 
assessing the needs of ^subordinate^ 



that appropriate and stimiLattog motiva- 
tional OTviwra«its am be established 
by su?«visors» 

C* Lawless Theories on Vertical and Horizontal 
Job Design 

J* contmt Is the critical determinate 
of *Aiether mploymB believe that good 
performance on the 1 job leadte to feelings 
of acccnplistaeit, growth and self»estem* 
Gharacteristica ^d.di jobs mist possess 
to arouse motivating factors (higher order 
needs) arei 

1, todividuais nust receive maanii^g&l 
feedback about perfoafince, 

2, The job must b^ pfficeived by tiie 
jnjjytAial as requiring hifl/hsr to 
use abilities that hi/ she values to 
ordgr to p^n the job effectively. 

3, individual oust feel he/she has 
a hi^ti dtipee of self -oonteol qvm 
settle his/hw am goals aid over 
defining the paths to these goals. 

Tedffiigues for arrangtog ttie wric setttog KJ 
to motivate ^>loyees are: 



ERLC 



Enlarging jobs horizontally — 
the horizontal dimension retes to the 
iMtbtt and Variety of opwations an 
individual performs on the job, 
BSilaargtag jobs vwtically — 
the vwtlcai dimmsion refffs Co the 
degree to *Aiieh the job holds eonttols 
the planning and mumitian of the job 
and participates in the setting of 
organizational policies. 
The Detii^ion-lttki^g Process 
Pwtieipateory decision-raking is a 
teetaiqua fba: providing a highly n©ti- 
vating work setting, t SupfflvisOTS md 
subordinates can determine together 

* 4. 

agency needs, accountability systms 
(i.e. expectations, performance evalua- 
tions) arid rays to inprove staff ^ ■* 
perf ornnnce (staff development). A 
decision-MMflg rodei such as the tee 
baLcw em facilitate joint decision- ' 
naking between supervisors accountability 
and staff levels and/or goals. 

a. Identify j3bjectives 

b. Gather Information on each Objective 
or Goal 
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c, Generate AltOTatives for 
RealiEtag Objectives 

d, Select the *tost Attractive 
Mternative(s) 

e, Develop an JB^loamtation Flan 
^ f , Inplement . 

g s Evaluate the Process and Product 
Upon cc^letion of the teainffi's lectinr- 
ettes, participants will be insteucted to 
complete ff A Profile of Vfy Work Setting ,t ' 
and will Indicate rotivational tiieories 
that may be allied to mhance the per* 
formance of those supevised, 
'Itotiwtion Through Oonpensation" is an 
ad^tipnal aoaroise ^Idi can be used to 
steess the teclmique of job redesign* 
See Appendix B, 

2:00 - 3:00 p.m. Establishing an Opm Supervisory ateate 

Through Motivation 

An qpm cltaate allocs supttvisors to determine 
the need-dispositions of subordinates so that 
supervisors can arrange the work envirorinent* 
to motivate and to satisfy subordinates. It 
enables supervisors to provide tiie tigcessary 



eiffrmey of msdhmgB to obtain tmTriTTMra per- 
formance from subordinates .-• ' 
To do so* sipeyiaors should fflpge to the 
following activities i 

1. Identify individual needs of subordintftes 

by: 

* Discussing wit^Mch todividual hta/her 
needs, w^gits and pMtolms, 

* Observing qSrefuiiy symptom of 
satisfaction or dissatisfaEtion. 

- v CferawniMtlflg at all levels 

- Soiiaitli^g feedback. 

- Xdmtifying aid utilizing the 
expertise and ideas of each person, 

- Identifying any «d all indicatws of ^ 
f*at each pawn eqaRts from the w«k 
sitMatim. 

2, Ass^atiflg p^taroe byi 

. - Steering fte individual hw Ma or her 
goals can be achieved through wric goals. 

- Ensuring that expectations are known 
and understood. 

- Determining wrk relationships that satisfy* 

- Finding out how people think they are 
being treated* 



- Lemning %4iat the job is doing to the 
person's self-esteem, 

• Providing tools aid ratOTiais necessary 
to task performance. 

- Providing the intrinsic rowds an 
individual expects. 

, - Retiring isfiertainties regarding 

acceptabililgr of perfornttice by giving 
'constructive feedback.- - 
P^rticipmts will review the list of 

activities £oi developing an opto mipwvisory 
clta^te, Thty will be tosttucfced to idmldSy 
those it«§ sAitoh are cm^itly beirig tap i£- 
ramted by thm aid to describe tetitaiques for 
doing so, 

Use of Authority and Influence 
Leaders lead otters through the use of 
influence \m rela^ionstiip to %^ch am ihdt** 
vidual alfects the thoughts or attitudes of 
another) ; and through the use of authority 
(a relationship to which one parson accepts 
as reasonable the unquestioned right of 
mother or a group to make decisions or take 
actions that affect him/her.) French and 
Raven have developed a useful set of categories 



concerning the bases of taflu^ice i*iieh 
Identifies aspects of leaders 1 behaviors that 
*wi#Jd the most minority or pwer to inter* 
personally influence subordtaates, 
The ttato»r ^111 presmt a leetiffette tfeich 
describes Thcmdki*s and Rgvm's five bases of 
powers for tot«prrsonally tofiu^sictag* others 
to follow Csiiordtoates) , Ihis presmtetioni 
will also indicate wys to ishith participants 
can increase expert and referent poww bases 
witii subordinates, Hie following topics will 
be discussed: 

- Expert power - tiie extent of taowledge a . f 
person Is viiwsd as possessing. /' 

- Referent power - die extent of Identlflca- 
tion or closeness itiaac ©titers perceive in 
relation to a^person* 

- Legitimate power - the accepted right of a 
person to be infliamtiai, 

" Reward power - extent to **iieh a person 
. i§ vlewsd as having ability to give 
rewards- 

- Coercive power - the m&mt to *Mch the 

person is viewed as being able to punish 

* a. 

others* ^ 



Becaisft supervisors hold legitimate poJpBr or 
authority from an appointment by an administta- 
tor, supervisors are granted certain powers to 
wield eonteol and to often aet duties of a 
custodial nature upon tmployeea. 1M» legi- 
tiimte authority of the supervisor Has tinjee 
fcases of interpersonal influence which are , ■ 
associated with legitimate, reward and coer- 
sive powers . Kesearcn has indicated that these 
are toe least effective of the five bases oi| 
power for exerting interpersonal influence. 
This presentation will support the position 
that the most successful, influential super- 
visors develop referent and/or expert bases 
of power wit^i their subordinates. 
. M expert power base can be developed through 
having knowledge of the 4 task to be accomplished 
and/or through providing a process for accomp- 
lishing toe task (i.e. group decision-psktag 
and group problem-solving) , A referent pgjer 
base can be developed through effective connuni- 
catlon skills and problem-solving technlquea .* 
Participants, will engage in toe following tech- 
niques for increasing referent power; 



Constructive Criticism 

i, Hsve ptttleipmts idmtify a prctolm 
which they wuld like to solve. This 
problem should pertain to Improving 
the p erfo r man ce of a subordinate, or 
to ij^rovtog the interpersonal rela- 
tionships among subordinates, 

b, Have partieipsits nraw the scope 
of the problm to T reflect one 
specific task or oils area for improve* 
mmt* 

c, Participants should state the probim 
by itemizing what the subordinate does 
well to relation to the specific task, 

d, Have participants itmise , tfia£ the 
subordinate does poorly related 'to the , 

* same task* 

e, Have subordinate suggest actions for 
improving the poor performance* 

f , Have participants give verbally tiie 
constructive criticism to another pay- 

, tieipsnt ito will role play ttse sytow- " 
dinate. The instructions for the verbal 
constructive criticlm mm as follows: 



Related to a tpeelfie task, esnsftuc* 
tively criticize a a subordinate by; 

1, Itenizlng the merits, 

2, Itmiztag tiie'f silts, 

3, Giving solutions for steengthmi^ 
the merits, 

- 4, Giving solutions for eliminating 
the faults, 
5. Asking subordinate his or her 

feeimgs about yom ideas. 
See handout to AppOTdta B. 
Greditiflg fog PerfoEmnee 
Instruct participants to write a wittm 
credit to a subordinate whose /performance: 
a* has exceeded the supervisor's ©pec- 

tat ions, or 
b, has b^i eonsistmt Kid satisfactory. 

lb 

Include the following points in the written 

credit; 

a, why it was appropri ate to write a 
credit, (Make a general reference of 
why you appreciated the subordinate's 
performance • ) 

b. what the employee did well. 
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Day II 

9i00 - 9:30 a.m. 



c, the subordinate's pmfommmm 
benefitted the agency and/or the 
supervisor. 

d. the personal qualities ^hibited by the 
subordinate when successfully ccnpleting 
the Cask. 



9:30 - 11:30 a.m. Styles of Laad«shlp 

Leadwff ^^ttimce three major functlona for 
attaining organizational goals, Ihay are 
plaming and goal*ietttog; iapl««iti^g plans; 
and evaluating the planning and inplemeitatlon 
processes. 

The trainer will discuss elements of each 
function and will present five approaches most 
often utilized by leaders vrfien supervising 
subordinates to accomplish the above major 
tasks. These approaches will be the following 

1, The Participative approach - purpose Is 
attained from integration of task and 
employees' need dispositions. 

2, The Democratic Approach - tf» task cones 
first, but need dispositions cannot be 



ignored, Push enough to get the wrk 
tut give enough too, to keep rafale at 
a moderate level. 

3, the Abdjcratic Approach * task accaplish- 
ment Is wiebtalnabie beciuse people are 
lazy and indifferent. 

4, The Laissez'Fatoe Approach - getting tihe 
job done is tacidmtal to lack of conflict 
and good fellowship* 1 

5, T he Autooritarian Approach - people are 

4 a ccnmxlity just as machines. A leader's 
responsibility is prlmrily to plan, to 
direct and to conttGl the work. 
Participants will respond to toe "Styles of 
Leadership Survey 1 * questiojmaire. Participants 
will be ejected to identify their personal 
leadership practices and to detwatae ccnsis- 
tencies anrmg their leadership practices vAien 
plowing activities; ^tmi translating pl|fcs 
Into action (l^lmmtatisn) ; and \fam revising 
just tow tiie wrk was performed (evaluation) . 
In cases v?here participants Indicate inconsistent 
leadership practices among the various work 
phases, they will be expected to examine 
mvtixammtsl wrk conditions md/er personal 



11:30 - 12.00 noon 



12:00 - 1-00 p.m. 
- 3:00 p.m. 



behaviors that might be ©oncrfbuting factors. 
Where change is possible, participants will 
be expected to indicate alternative, viable 
approaches. 

Srrall Group Discussion - Styles of Leadership - 
aaplimtionB far Sroervigorv Briiayior 

lunch 

The Supervisor as a Change Agent 
Change agents are those individuals to aw 
society who have the role of tailing about s 
constructive change to either ©tha* todivlduals 
or social organizations or institutions* , 
The counseling supervisor has a dual role as 
a change agent. } ■ 

1, Teaching ooimselors to become miimtivm 
change agents and f ' 

2. Changing the ineffective behaviors of 
counselors to more productive behaviors* 

The trainer will present some of the major 
styles or orientations toward change which 
supervisors might employ. Th#se approaches 
are the following: 
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Approach 



1. Custxxllal CLhangf 
Agent 



2. Gonforsdty Qiange 
Agent 



3, Client teitered 
Change Agent 



4, ChttijTO^lc Qiange 



S. Credibility ftange 



Supervisor's 
Orientation to Change 



This type of agent takes the pokltion 
flat no ens person can really change 
another* People only conform or fail 
to conform if they want to. The task of 
the chn^e agent is to appraise the 
changee of the rules and Own leave it 
up to the changee to decide %*e Asr he/ 
she vents to follow or break the rules, 

The conformity change agent believes 
that It osy not be possible to change _ 
a person's behavior. The change agent's 
task is to make clear what Is expected 
of the changee and what \ happen if 

does hot fo* # tills infbrma- 



This agent believes that Jh*, , m is a 
naturZ ttmd touud personal grwth 
once an Individual is free to accept 
himelf or herself* ttm task of tit&m 
agent is to help tilt person accept his 
or her strengths and weaknesses without 
the judgpental pressures of eftm 1 
values being Introduced* 

The agmt believes that people only 
listen to suggestions from people tiiey 
can, respect. The teak of ttisdw^e 
agent is to be a model to grin enough 
prestige to Influence the changee. 

The agent believes that beha vior la 
learned and way be modified through 
relearning. The change agent's task 
Is to create conditions where people 
can learn the consequences of their 
cfeent behavior ana can colore tim 
feasibilities of new behaviors In 
realistic settings. 
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Partteipfflits mil walpe their change agent 
behavior for consistmcles between a philo- 
sophy for change, a steategy for change and a 
netted to evaluate the change process. Th0y 
will respond to the "Change Agent Questionnaire 11 
and deteexntoe aspects of their change agent 
processes *Aiich might need alttting, 

3:00 - 5.00 p*m» . Participatory Decision^Making 

Fart^ipiaxlts will engage ta a role play *Mch 
' requires^ supervisors to Include subordinates 
in the d#H glCT^iwk'fog process, This role 
play requires that supervisors allow subordinates 
to ganatate alteratives for sdlvtag la office 
probi«L jSee Appendix ff !tobiffli-3oiving 
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AFFQDK A 
Self -Assessment Instruments 



- The Managerial Philosophies 
Scale ' 

t 

- The Managenent of Motives 
Index 

- Styles of Leadership Survey 

- Change Agent Questionnaire 
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SELF-ASSESSM ETTT INSTRLMEWTS 

" "- "i - 
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The selected self-asseasmint instruments far this training 
module ere published by Teleamatries International. Each 
instrument has been field tested by managers and supervisors 
for validity and reliability. The instruments will provide 
trainees with an Initial basis for aamining their supervisory 
behavior and will enable teainees to consider ways to 
strengthen their supervisory practices. 

The Instrunmts can be ordered from: 



Teleometrics Ihtttnational 
P.O. Drawer 1850 
Oonroe, Texas 77301 



•I 
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THE MANAGERIAL mnjOBQF«m SCALE 



nils instt»^nt Is based on the Theory X and Th§oz? Y managerial 
approaches to subordinate motivation. The Instrunent is designed 
to help supervisors and managers to examine their ^attitudes and 
expo: tat ions for subordinate performance within tiie organization. 
It suggests that die manner in which a supervisor interacts with 
his/her subordinates is related to the supervisor's philosophy of 
the nature of ran aid nan's desire to wrk. This pMlosophy is sub- 
sequently manifested in the supervisor's nanageae^c decisions md 
actions which in turn, affects the relationship bcjttwem sup«visQrs 
and subordinates. 



HE MANAGEMENT OF MHTVES INDEX 



The Management of Motives Index is based on Abrabkn M*siow f s model 
of Individual rotivation, 'The Hltrarely of H«nan Needs", 
^nflmwnf allows supervisors to assess the degree to ^Aidi they 
focus on and emphasize the perceived needs of typical subordinates. 

The tasttmmt allows supervisors to detamtoe the ^x£«t of mi- 
prumy between tiieir perceptions of ifcat .topical suto^taates 1 
needs wrt gh fr be, mid die actual experienced and expressed needs of 
Epical subordinates. The mterial acconf)anying tMs tosttuamt 
relates the, idea that congruency between these tsso factors, wlU 
increase the o p po r t unities for supervisors to arrange wrk environ- 
ments thkt m pscelved as satisfying *aid tr^ivattag fay subordinates 



THE CHANGE AGEOT qUEmOMNAIRE 



This insttunsit is designed to aid supervisors in assessing their 
approach Go chafing the betaviors of their subordinates. The 
instrument provides At supervisor with information on their basic 
philosophy of change anl their personal techniques far evaluating 
the effectiveness of obtained charges, The Instrument also provides 
supervisors wltti practical strategy that m used fay agjents of 
change. 




THE SrgJEg OF IMiRgCT SUTO^Y 



This instrument Masures the strengths and weaknesses of supervisors 
leadership practices. It enables supervisors to amlyze their 
practices In various phases of the leadership process. These phases 
are; 

1, approaches to planning and goal setting 

2. handling of toplementation activities 

3. evaluation practices 

4, and practices related to a philosophy of leadership 



APPENDIX B | 
Exercises ^ 

toisttuetlvs Qrlticim 
A Prof lie of W Work Settle 
Itotivation ThcoM^i Oo^eigatlai 
Probitm Solving Through Shall (koup 



i 




Make lure You Fully Understand 
The Situation 



If yoa-tm not sure **ist your 
has said or done, or tAiy*"-* 



te 




Whm you f eel you have enough 
Inforaation, 



ASK TOR 
CBOTTOttTICN 



Constructively QrltloiEe Yoiar SubordlMteg Vferk or Ideas 



When you have Qommtm about 
your subowiinateg wark or 
ideas t ----- — — — — — — 



When you see a ^ey to overcome 
the faults you've Itttdudp'- 



Afttt you've offered yomf 
suggestions, OR \ 
If you have no suggest Jong of 




\ 



A Profile of My fork Setting 



and Netd-Dispositiora 
of ysordlmtes 



Subordinate A 

Ibcpectitions 

1. 

2, 

3. 

Need Dispositions 

1. 

2. 

3. 

Subordinate B 



tations 



3. 

Need Disposit 

1. 

2. 

3. 

Subordiaati C 



L 

2, 

3, s 

Need Dispositions 

1 i 

I 

3. / 



Motimtlongl 



mquis 
for Iraividuals 
(Action Steps) 



Subordinate, A 
1. 

2. 
3. 
4. 

Subordinate B 
1. 

2. , 
3, 

4, ' . 
Subordinate C 

1. .' ' 

2. 

3, 
4, 



Motivational 



for Ifctire 



Actual 

1, , 
2, 
3, 
,4, 
5. 
6, 

Ideal 

1, ! 
2. 

3. * 
4, 
5. 
6. 



MOTIVATION THROUGH OCMPENSATION 



Read the tasteuetlons on the "Employment Profile Sheet" below aid then 
decide cm a percentage pay increase for each of tlie sight fflployees based 
oil rotlvatifln to perfaro, actual performance and yew perceived need- 
satisfaction of those you supervise. 

Employee Profile Sheet 

You have to wakm salary increase reearoamdations for eight level 
supervisors that you supervise/ They have just corapleted Mfeir first yesr 
with the agercy and nm now to be considered for theix fjrst annual raise, 
However, there we no f&rol agency criteria on the kind of raises you 
cm give. Indicate the size of the raise that you would lite to give each 
§up«visbr by writing a percentage n«t to tiieir nmsi Yotar division has 
bem appropriated $14,000 for raises for ti*e eight supervisors. 

% tobert Mbnsy, Bob 16 not, as imc as you cam tell, a good pm- 
former • You have checked yow view with othffs and tiiey do not feel that 
he is effective eltt«, Howevte 1 » you happm to taow he has one of tihe 
«' toughest work groups to supervise* His subordinates have low skill levels 
work Is tedious. If you lose him, you are not awe whom you cculd 
find to replace Mm, He has a Master's Degree in Program VUndxtg. He has 
expressed hereto in being a Job Placmmt Supervisor, His division £s 
responsible for record keying, - 

* % Benjy Berger, Benjy is single and seems to Uve tbe life of a 
respectable bachelor. In general, you feel that his job p erforman ce Is 
' rot up to par, and some' of his 1 'goofs"are *weU known to bis fellow 
enployees. He just graduated from college and appears to want to settle 
down. Last week he told you Aat he was buying a house as hi was con- 
sidering marriage. , , 

% Nellie CLod, You consider Nellie to be one of your best subordi- 
nates. However, >lt Is quite apparent that other people don't consider her 
to be an effective supervisor, Nellie has married a rich husband and as - 
far as you faw she doem't need the additional man^* Nellie has lots of 
' energy arri darands quite a lot from her subordinates. Often die goes over 
and beyond e the call of dutjr. y 

■ ■ - J&y * a 

Ellie ELlesbeEg. aiie has bem v^ moo«s^*so far In the 
tasks she tea tndertaksn* You are particularly iqpxressed by, this, since 
she has a ted job, She needs ndhey sere than many of the ottiw people, and 
you are rare ttiat they also respect her because of her gpod p eifuumnc e. 
She is a divorcee with 4 children. Her oldest child will go to college 
neott year. 
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% ttevid Doodle, You happen to know from your personal relationship 
with "boodles" that he badly seeds more money because of certain personal 
problems he Is having. As far as you are concerned, he also happens to 
be one of the best of your subordinates, For some reason your 
enthusiasm for Mm is not shared by your other subordinates and you i have 
heard them make joking remarks about his performance. When his division 
is given an assignment the end results are superb. Hc^ ever .David comes 
to work late and leaves early because he has babysitting problems. He 
cannot afford to pay a sitter who would come to his home. His wife has 
been in the hospital for some time. 

% Fred Foster. Fred has turned out to be an average worker. He 
has done a satisfactory job and it is. generally accepted among his subor- 
dinates that he is one of the best people. This surprises you because 
he is generally frivolous. He does just enough to get the job completed. 
He allows his subordinates to take advantage of a good situation. This 
type of behavior could have a negative effect on the other division 
employees, Fred is married with 2 grown children.. He s had more work 
experience as a supervisor than any of the other agency employees . He 
transf erred to your agency so that his wife could live closer to her 
parents Fred appears to be interested in working with the agency until 
he retires. He will be eligible for retirement In about ten years. 

% Helen Gaslow. Your opinion is that Helen just isn't cutting 
the mustard. Surprisingly enough, however, when you check with otters 
to see how they feel about her, you discover that she is very highly 
regarded as a supervisor. You also know that she badly needs a raise. 
ShewBs just recently widowed and is finding it extremely difficult to 
support her house and her young family of four. She ha» well developed 
supervisory skills, knows how to get the job completed, but she turns her 
reports in late. This Impedes the progress of the otter divisions. She 
seems to always play catch-up because she doesn't use the evening hours 
to complete detailed assignments. You know that during the past month 
she has been trying to find a part-time job. The extra raney if me S 
badly. If given the chance, Helen could become your most efficient and 
effective supervisor. 

% Harry Hummer, You know Harry personally and he just seems to 
squander his money continually. He has a fairly easy job assignment and 
your own view is that he doesn't do it particularly well. You are, 
therefore, quite surprised to find that several of the otter new super- 
visors think that he is the best of the new group. 

Discussiaa Questions 

1. Wist were the factors which affected your pay raise decisions? 

2. what are the reasons for basing pay raises on each of these actors? 
3* Which supervisors might become more motivated through redesigning 

their own jobs? • , . , _ 

4, What behavioral changes might occur when these employees participate 

In redesigning their own jobs? 
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The Use of Off toe, Phones in a Counseling Agency " 



Defining the Problem p . t .'- 

Decisions ace mare frequently adhered to when subordinates are involved to 
their fornulatton, hence tie manner to which the supervisor presents a 
problem to subordinates is very di^ortant. , Skill to this area enables . 
supervisors to use subordtoates as resources to solving problems fliat 
frequently confront management. Below apm potots to%be considered when 
solving problems, with the* help of subordinates : 

1, Pose the problem clearly. - 

2, Identify the particular difficulty or obstacle. 

3, Clarify the problem. * ' • * 

4, Present the problem to terms of a barrier that cm be 
removed successfully, • 

5, Practice listening and responding skills. 

Below are general principles flat are used to assisting die supervisor 
to discuss a problem with subordtoates . 

Principle One 

Idmti fy- a stoglaobj active* Pras§nt it far discussion* 
Principle TWo 

Present tha preblaxi to situationai t&m s 4 «- 
Prtociple Tteaa 

Do not suggest or Infer a solution to the statement of tiie problem. If 
a supervisor states die problen.to be-""submitttog reports late," he or she 
suggests that die solution is "meet project deadlines", Subordtoates may 
accept or reject his suggestion. The supervisor has already stated a 
solution. Do not -present subordtoates wi th a choice. 

Principle Foig 

Express tha problan to torn of a nutuai interest 9 

* n 

General Instructions 



The following role play will enable trainees the " opportunity to practice 
ttie principles mentioned above. Carol Jones, is tiw supervisor of a 
division to a counseling agency. Her divtoionioake available various 
ktods of infcrmtion kept there to large files. Other divisions' to the 
agency call her office for taformation arid data and the office counselors 



Problem Solving Through Snail Group Connunications 
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nust refer to their records in order to answer these requests. Therefore, * 
the office has Tmiy phone contacts with several other areas of the 
company. 

There are five counselors *dho report to Jones , Foue of the pounselors 
are in charge of a particular class of information. All of thai haw 
phones on their desks, but all the phones are on one line. This means 
that only one person can use the phone at any one time. Ihe fifth 
coisiselor, with the least service, answers the phone first and notifies 
the cl«k to the call is directed, by Mans of a buzztt system. At 
the present ttae,~this person happens to be Susm, 

The clerks in die imit are; 



Betty Harper 


' 30 


years old, 8 yews wi 


,th agency, una 


irried 


Jim Butler 


25 


years old, 4 yams wi 


.th agmcy, m 


iried, 






has 2 dhildrai 




arried 


Linda Williams 


23 


years old, 2 years wi 


til agency* am 


Rameth Peters 


29 


years old, 1 year wit 


h agmcy, msom 


irried 


Susan Matthews 


• 18 


yens old, 5 months w 


ith agency, ura 


narrier 



The heaviest work load is betoem 9t00 and lliOO in the morning and 1:00 
ml 47oD in the afternoon. All counselors are allowed a fiftem^miraite 
relief period both morning aid afteriwon* These are not scheduled since 
the iproup is snail and the ctanmds pf the work change from day to day. 



Sail Gtoup Insttuctions 

1, . Divide into groups of 6 persons 

2, * Read the gmeral insttuctions^ 

3 , Select a supttvisor f or your gzoup 

4, \Wait for fiffther insttucteiQns 
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supervisor's jot£ 



You are the supervisor of a division In a GOunseiiiJg agency. The group 
you supervise Is made up of five counselors. The vrork involves telephone 
contacts with agency people who require information from your division. 
Since all the phones are on one I&ie, the fe^son who answers u ses a 
buzzes signal, and the person requested vho, has the needed information 
takes over the call. You never answer the phone unless one of the coun- 
selors informs you by buzzer that the call la Cot you, 

* A relief period of fifteen minutes, botii morning and afternoon, is given 
to the counselors and this is regarded as adequate for the usual, personal 
needs . You have asked them to take their breaks one at a time in order 
to keep the office covered. 

Your boss has complained that you are hard to reach by phone because the 
line is always busy. He says that he can reach other areas toat do the 
same type of work and he thinks that your group is raking too many 
personal calls. You know that the counselors do call out freely and that 
they receive quite a number of personal calls, bfefiuse on several 
occasions you have picked up your phone and found tiwt the conversation 
had nothing to do with business. You told your boss you would do some- 
thing about it and you have decided to taUt it over with tiam group first. 

Because you want your whole crew to today, you set a meeting for 4:00 p.m. 
It is now Htw* for the meeting and the counselors have arrived in the 
office. You do not plan to take any remaining calls m your office. 

The counselors general performance ratings are as follows: 

1. Betty Harper Stows initiative when at work but arrives 

late quite often* 

2. Jim Butler < - Average, visits witti ©tiler areas on company 

time. 

3. Linda Williams - - Bajellait. 

4. Ken Peters Below average, but doesn't break rules, is 

willing to inprove, 

5. Susan Matthews - - Showing good progress. 
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FOR PAITOIPANTS 



Bettv Harper / . - . 

You are very eager to do a good job, therefore you seldom go out for 
coffee charing the break, Instead, you stay at your desk and work or make 
personal telephone calls. You arrive late some mornings so you feel a 
good way to make up for your tardiness Is to skip your breaks.. Some of 
the girls, especially Mary, receive and make calls on agency time, but 
you do not feel this is right. Lately Linda has been getting a lot of 
calls from a friend, 

* 

Jim Butler 

You consider yourself an average worker. Sometimes you do more work toan 
* the others, You have 2 children whom you leave with your mother while 
you are at work, 2bu were recently widowed. Your mother lives just a 
block from where you live, You frequently call your mother during office^ 
hours to check on things and sometimes she calls you. Now and then, you 
talk to your children. You enjoy your work and stay with the agency even 
Plough you could be making more money elsewhere. You have to have a job 
where you can be easily reached by phone. 

Linda Williams 



You like your present job because the hours are good. You seldom use. the 
phone for personal business as others do, especially Mary, Lately, one 
of your boyfriends has been pestering you wlto phone calls. You don t 
know how he got your number. This has been kind of embarrassing because 
your boss noticed you talking with Urn and she obviously didn't approve. 
This worries you because your work has been superior, but what can you 
do when someone calls you? 

Kenneth Peters # 

You take your coffee breaks in toe middle of the morning and again in the 
afternoon, Although your break Is only for 15 minutes, you take 20 
minutes. You enjoy your phone contacts with people in otoer divisions.* 
You never make purely personal calls and rarely receive any, * The phones 
are for agency business and you believe that„people should realize this. 

Susan Matthews t 

You are new to the agency and youlllce your job. You like to deal with 
other people and especially enjoy forking over the phone. You hope that 
soon your work will be more ftiteresthig. At present you, do routine paper 
work, answer toe phone just to buzz for-one of toe otoers, and help out 
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whenaiwsy are on relief «r busy, The other counselors seen to have a 
good deal of fun visiting with people to ***** dti^fljons You are 
Sadually getting* acquainted so that now you can MffWOFmnm i of the 
people who call, before buzzing one of the other counselors. You new 
Ske personal calls , however. You take a relief period inorntogs and 
afternoons and make all your personal calls from the lounge. 
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Role Play Besults * t . 1 

to tH^^ituation* the supervisor is asked to ca£rmt the subordinates 
as a^tele. This ©roup nay find the supervisor's rwiarks to be critical 
of their behavior mvm ^hm there was no such intent. A major feetor 
making tftB siflsordinates hy^s«sitive is die faet tiiat pobaps they feel 
guilty of taking advantage of a free situation. The more guilty people* 
feel the more indipiatiQn they impress. Thus], the reMrki of a supa:- 
visor explaining the issue of 4he personal use of telephones could be 
met with questions from subordinates that night put tiie supavisor an the 
defensive , m 

It is possible tfiat if ttm sifl>ervisor permits the groups to talk, she my 
encourage than to discuss a bgttffl* way to budget their pwscnal calls. 
The supervisor's p«sbnsl attitude must be one of lmdttstandtag aid with- 
out the use of an authOTittt^i/appTOajch, The stpttvisor mast listen md 
respond In such a ray that the eraplqyees realise that she respects their 
ideas. 

Bie following prbbian statemmts indicate the possibilities for presenting 
the problan to subordinates : 

l s Service might be traoilned to determine rays to improve it. 
2. Biff e may be a shortage of phones, 
3* Counselors arm busiar'al:- certain, hours that at others* 
4, Jones has personal ideas of lahat is fair to the use of 

company phones. ■ * * 

5* Jones finds *that the yoiffiger^and single counselors use the 

phones to talk to frfends.' 

6, Jones' boss thinks the subordinates rake too wmty personal 
calls. ' * ? 

7, A few subordinates use the phone freely for personal calls. 

It is apparent that if all these points were made to subordinates, they 
would infer that Jones had a specific solution in ratod, 

All but one of these statments would violate the four principles 
previously TOntiCned. Ho^eifp tihe first problm statmmt is presmted 
to terai of a gmfflal objective and permits subordinates an opportunity 
to locate the difficulties thmselves, ' 



